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COFPY * DDf8 ST-2195

6 Beptember 1557
MEMORARTOM FOR: Birector of Central Intelligence
SIBIBRCT: Fole of the Director of Personnel

&Wvﬁmmﬁm.mmmgmm
W, dated 30 April 1957, is resubmitted herewith., The
mwuwmwnmmmm:

1i, ERecommendation:
a. The Director of Persounsl

1) M}p@u@mmmmww
Mwwmﬁﬂumlmm
3). Meke all initial assignments and such reassigmments

mmemmmw;
k). Oarry out such respaeibilitiss in the fields of
mxm, Wﬂ., mdilehnrgtum

currently ;
2} AMminister the Agency's vage compensation program;
6;-. Bxercise ceniral respansidility for the Agency's

T)s Provids services of commcn concern as at present.

bs The Caveer Council contime as the _ \
oy ot i priocipal Agency board

¢+ The besds of Career Sexrvices under the guidance and

/sf

Gordon M, Stevart
Diyector of Persconel
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30 Agril 1957

MMORARDING FOR: Director of Central Intelligemos

SUBJECT: Role of the Director of Peracmnel

REFERENCE: Meno to O/Pers fr BDCI dtd 2k Jea ST, forvarding the

Dapactor Genszul's paper, sams subject

I. This memoreanim sukmits s recamendaticn for syprovel of the
Dirvector of Centyal Intelligsnce. Such recommendatico is contained
in paregregh 11,

2. In section III of the attachment to refersnced memerendin,
the Inspectco Generel reises two ismes vidch sppesr to be central
4o the whaole problms. These ares

& The division of respaaidbility for persomvel sdministration
mm, the Career Bervicas, spd the Mrector
dmla

be COmmtralisation of persconel sdministrution as against
decentrulisstion,

Once these issucs have heen resolved, the other guestions asked in
the papoer ccnowrning the rols of the Diredtoy of Perscanel sre more
readily answered.

8, Fix responsibility vwhere it cen e mowt affectively
exerclsed;

T Cuarantes to oty pecple that their cersars are in the
hands of inforaed and responsidls officinls;

¢« mxm:mmmnamw
Py scules sod recryitment;

17 K Guroer Bervics imoludas cn ite rcils all of the spectalists in

one partionlar fisld; for exsmple, the logistices Oaresr Serviee inciudes
mwmwmm«wm in other beadguerters
offices, and Cverseas.
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4. Reduce dxplicmtion of effart; and

8, Meke more effective cur effarts to evaluste perscamnel,
sdvence the able, and weed out the inefTectlve.

k., Clearly, some of these advanteges are already e¥ident in our
present system of managenent. Thers has been a trend in this &lrection.
Tt 1s my recosmendstion that we contimue to move along those lines,
thet sny ssbigelty copcerning the respoasibilities of the noads of
Caxear Services be remgved, that the persomnel mechanisms of thase
services be studied snd graduslly strengthensd, snd thet the Office
of Personpel sdjust its procedures end prectices in such a vay as to
be in U1l support of the Career Bsrvices.

ihemtim}.ﬂmms#hi@thwmw Yurthermore, the
wmmmwmmmmmmmmmmt
gpendence and non-uniformity on the purt of

G Mm,wcm,mmetwmiﬂm&m
Divectors mawm resexve to Mm cartatn rmﬁzhnxtm.
Wide sxeas of executive responsibility in the field of parsinne) mammgs-
ment will contimme to rest vith operating afficials vwho, as exetutives,
will et Both in hehnlf of the Caresr Services vhose pecple fall wnder
thelr-coummnd and of the Office of Persomnsl in sush metters as ssployee
benefits, travel, inswrmnce, record msintsuance, snd the like,

Finslly, the Director of Farscnnsl bas certain staff
uwwmm“amm“s&mmmm
catsot be decentraliszed, mmm«wmmibmma
mwmwuﬁmmw below.

8. ¥hile X sgree with the Inspector Gensral that further
clarifioation of the role of the Divector of Persctinel will in some
measure contridute to the strengthening of the Ageney's personnel
sdministration, it is evident that the reputatlion of the Office of
Persconel and of the Agency f{teslf suffers because of owr inebility
wmmmm«uﬁmmmmwmw

sassigmeent, overgrading, under-utilisstion and wedicerity. It
uummmwmmgmemwmmewezm
section II of the Inmspector General's pepar,

1} Tt &a our position that perscnmel policy should dbe

daveloped hoth for the individusl Carear Services and for
mwﬂﬁmi

El
""
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2). Agency policy will necessarily be the more formal,
comprehensive, and anthoritative. It will continue to deal
with basic employee-employer relationships, fiscal matters,
standards of conduct, bensfits and privileges, and the like.
It will also eacompass all personnel polcies bearing on
overgeass service so thet equality in treatment will be
gueranteed to field perscmmel. It is proposed that suggested
changes in Agency policy be referred to the Director of
Personnel for study before they are presented to the Career
Council and thet the Council continue to act s the principal
Agency pollicy board in metters pertaining to personnel
administration.

3). The development of Career Services policies will
he encouraged and zupported by the Director of Personnel
in the fields of salary administration, promotion, rotation,
recruitment, sseessment, and eliminstion.

1). It is proposed that the Office of Fersonnel do all

of tehiring 4in the United States for the Agency sg a
service of common copncern. It will be the responsibility

- of the individual Career Ssrvices to define needs snd to

: render such professional assistance to the recruitment

steff of the Office of Tersonnel as may be required. The
Office of Parsonnel will contimie %o arrange for the
participation of intellipgence officers is this sffort.

2). The Director of Personnel is specifically reaponsible
for ensuring that igency employment standards asre met.

3}. A regulation on the subject of recruitment and
screening of peraonnel is needed and is in the process of
belng drafted. This regulation will propose that hiring
he based on anticipated needs of the Career Services rather
than on position vecancies in operating components snd will
establish adquate mechanisme for the eveluation and screening
of incoming perasommel.

4). Our reason for centering recrultment policy plamming
in the Carser Services is to promote the efficlent use of
persomnel on duty and to provide for recruitment omly to
meet net requirements. Hiring to £ill T/0 vecancies is
cartainly & cauge of overstaffing in some categories.

Lo
o
i
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t2E1 ¢. Assignment and Reassignment

1}. The Office of Personnel should assign all new
employees,with the exception of Junior Officer Trainees,
to the sppropriate Career Service. The suggesiion made by
the Inspeactor General that a Cereer Service be authorized
to return unsatisfactory employees at the conclusion of ,
three months hap great merit and will he the subject of our
immediate atiention. Certainly, auch procedure will ensure
better sesignments for some and an early separatiom for others.

2). The Office of Personnel has taken the followving
actions which will indicate the dlirectien of our thimking
with regard to the problem of reassigmment:

a). Drafting of an Agency regulation which sets
forth the procedures to be followed by an individual
degiring reasaignment,

b). Establishing a special assignment coumittee,
with Career Council approval.

c¢). Proposing to the Deputy Director (Plans) that
procedures he worked out which will provide for the
imsediate sasignment of personnel returning from the
field and thus bring an end to "hall-wmlking."

3). In sddition to those measures, it is the intent of
the Director of Personnel to work with the Deputy Directors
and the heads of the Career Services in an effort to
eliminate the malpracilices asssoclated with "shopping.”

d. Fromotion, Discipline, sand Discharge

1). It is believed that the c titive promotion

system introduced by Regulation No. 8 sound. 25X1A
Regulstione pertaining to discipline and dlacharge are sound

. ingofar as they recognize and protect the rights, privileges,
and benefits of the employee. The role of the Director of
Fersonnel in these matters is accurately set forth in these
regulations. It is believed, however, that the Agsncy's
mechanisms designed to identify unqualified personnel and
arrange ror their relsase must be sharpened very considerably.
The full responsibility for emsuring that such actions are
taken should initislly rest with the Career Services.
Procedures pertaining to the selection of personmel for the

l Agency's Career Staff should be chenged to emphasize this

responeibility and to relieve the Exsuining Panels of much

of their present "pick and shovel” work.

£ 8 £ 2
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e. Vage Classification

1). The Director of Fersczmel should be responsible

for the administration of the :gency compensation program--

specifically, the development and application of pay plans,
wage schedules, and job evaluation procefures. He should
work with the heads of Career Bervices and operating
officisls so as to be aware of problens in compensating
personnel faced Ly these orricials snd to establish under-
standing and sgreement of the facis which influsnce and
deteruine pay levels. He must necesssrily keep in close
touch with external pay levels and salary sdainistration
practices, governmental and fmdustrial; sake intermal
sdjustments as sppropriate snd mllowabls under ‘geacy com-
pensstion policies, and submit %o the Career Council
changas of & policy nmature.

2). Job svalustion should emerge as a more positive
and useful tool to personnsl mansgement in the Career
Services. We believe that the Cffice of Peracmnel in
cooperation with the heads of Career Services should
determine and maintein, through use of job evaluation
techniques, "o basic table of staffing reguirements” for
sach Career Service. This table should be comprised of
the munbers. s {occupations, age groups, physicsl
qualifications), and levels of personnel whlch each
Carver Service should include to provide for effsctive
support of the Agency's operaticnel programs. It could
wellinelude, in addition, = small reservoir of parsonnel
in training for replacewent and emergancy assigoment
purposes. This device will enable the Career Services
o know where they stend with regard to current persomel
assets as opposed to current and plamed fufure stalffing
requirements. It will also maka possible more sstis-
factory persounel plamning by the Career Services through
pointig out the changes in the composition of each (Career
fService to be attained tarough prowmotions, training or
retraining, transfers betlween Bervices, career planning,
and recruiifment, soc that the proper balance of perasomnel
assets may be achisved. In the long run, the "magic
table of staffing requirements” for each Caresr Bervice
will form the basis for the curtsilment of the sise of its
profassional staff. It will alsc serve as & base for

budgetary plsaning and will piovide a means for coatrolling

the aversge grade.

€ o B
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f. Management Development

1). 'The Director of Personnel, working with the heads
of Career Servicesz, will underteke fo develop an informal
roster of promising officers and to srrange lor their
formal and sn-the-Job training in the interesis of msuege-
ment development.

2). It is proposed that the Deputy Directors inform
the Director of Perscnnel on s continuing end confidential
basis of all openings for senicr personnel. With this
informetion at hand, the Director of Perscnnel will be able
from time to time to suggest candldates for such positions,
thereby stimulating rotations.

& Training Ths Inapector Gemeral's rewarks
on these sudjests are accepied,
n. Control and no further cooment seens

nacessary at this time.
i. Welfers, other "Moralse" Services

9. In sccordance with h @ of reference, this memorandum

25X1A9A hes been 4discussed with &, former Director of

Porsommel, ard wes reviewed in detail by the Career Council en

25 April 1957. The (aresr fouticll comcurred in the memorandun as

submitted and requested that the Director of Personnel kesp the Coumecil

inforued as slements of the program were implemented. The Council

also requested that he present to the Council cne ysar from date a

general review of the then current perscunel sdnintstration aystes.

The Direcior of Persomnel will be guided by the coments he haa received

from ¥r. Reynolds and members of the Council.

10. CONCLUSION:

The Inspecior Ceneral's paper has served ® focus the sttention
of the senior merbers of the Office of Iersonnel on bagic organisationsl
problems relating to thelr work. They sre uhanimous ip theirlelier
that soclutions to those problems; set forth above, are appropriste to
tha needs of the .genoy end can be applied to the present system of
pergcanel administration with ut minor changes in sur regulations.

11.
It is recosmended that the responsibility for sgency persomnel
adminlistration be decantreliized to the Career Services to the
degree and for the purposesgiven shove.
/s/ Cobeur 25X1A9A

54 2 ’ T e of

DICI GORDON M, STEVART

13 MayTne recommendstion in paragraph 11 Director of Pergcanel

Soprovaito QOMFMEJAAA
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